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PHILADELPHIA  RAPID  TRANSIT  COMPANY 


EXECUTIVE  OFFICES 

T.  E.  MITTEN,  1035  LAND  TITLE  BUILDING 

CHAIRMAN,  EXECUTIVE  COMMITTEE 


PHILADELPHIA,  October  2,  1919. 

Hon.  Charles  E.  Elmquist,  Chairman, 

Federal  Electric  Railways  Commission, 

Washington,  D.  C. 

Agreeable  to  Mr.  Joyce’s  promise  to  supply  additional  information 
relative  to  working  hours  of  motormen  and  conductors,  and  also  our 
ability  to  continue  the  5c  fare,  the  following  data  is  submitted: 

WORKING  HOURS  OF  MOTORMEN  AND  CONDUCTORS 

Philadelphia’s  surface  lines  have  no  three-piece  runs. 

The  system  comprises  2473  regular  runs,  of  which  1323,  equalling 
53.5%  are  straight  runs  and  1 150,  equalling  46.5%,  are  two-piece  runs. 

The  average  over-all  time  per  run  is  11  hours,  33  minutes. 

The  average  pay- time  is  • 9 hours,  30  minutes. 

The  average  lost  time  is  2 hours,  3 minutes. 

The  pay-time  is  divided  as  follows : 


Hours  per  Day 

No.  of  Runs 

Percentage 

8-  9 

611 

24.7 

9-10 

1285 

51  9 

10-11 

530 

21  .4 

11-12 

47 

2.0 

Avg.  9.5  hrs. 

2473 

100.0 

Ninety-seven  per  cent,  of  all  car  operating  time  is  worked  as  a part 
of  regular  runs,  leaving  only  three  per  cent,  to  be  assigned  as  trippers. 
The  average  pay-time  on  regular  runs  is  9.5  hours,  requiring  307  days’ 
work  per  annum  to  earn  the  system  average  for  motormen  and  con- 
ductors of  $1690.  per  year. 

According  to  the  figures  taken  from  Wednesday’s  testimony  for 
Detroit  in  1917,  therein  stated  to  be  slightly  improved  for  1919,  the 
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comparison  of  over-all  time  at  Detroit  and  Philadelphia  is  as  follows, 
the  average  pay-time  of  both  cities  being  9.5  hours: 


DETROIT 

PHILADELPHIA 

Completed 

Within 

No.  Runs 

% 

No.  Runs 

% 

13  hours 

865 

62.5 

1808 

73.1 

14  “ 

195 

14.2 

513 

20.7 

15  “ 

147 

10.6 

135 

5.5 

16  “ 

77 

5.7 

17 

.7 

17  “ 

51 

3.7 

None 

None 

18  “ 

46 

3.3 

None 

None 

19  “ 

1 

None 

None 

1382 

100.0 

2473 

100.0 

CONTINUANCE  OF  THE  5c  fare 

The  wage  increase  of  August  7th,  approximating  $2,500,000  per 
annum,  was  in  full  effect  during  the  entire  month  of  September.  Opera- 
ting results  for  September  are  significant,  showing  as  they  do  that  the 
proportionate  amount  of  all  yearly  charges  and  5%  dividend  has  been 
earned,  with  a continued  5c  fare — operating  ratio  (excluding  taxes) 
61 .55%. 

Co-operative  effort,  with  a force  of  well  trained  employes,  of  which 
85%  receive  the  maximum  rate  and  55%  are  more  than  5 years  in  service, 
is  here  found  adequate  to  overcome  obstacles  seemingly  insurmountable 
elsewhere. 

T.  E.  MITTEN,  President. 
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Philadelphia,  September  24,  1919. 

Hon.  Charles  E.  Elmquist,  Chairman, 

Federal  Electric  Railways  Commission, 

Washington,  D.  C. 

Your  request  that  I give  information  relative  to  the  Philadelphia 
solution  of  the  traction  question  has  been  received. 

In  compliance  therewith  there  is  now  in  immediate  preparation, 
under  my  instructions,  a condensed  review  of  the  Philadelphia  traction 
story,  in  which  is  being  included,  for  your  information,  summaries  and 
extracts  from  the  original  papers  and  statements  that  we  have  printed 
along  the  way.  It  may  be  you  will  desire  to  make  this  forthcoming 
word  picture  a part  of  your  records. 

Pending  its  completion,  I am  sending  this  brief  forecast  of  what 
the  finished  story  will  show. 

1.  RESULTS  SECURED  UNDER  CO-OPERATIVE  PLAN  1911-1919 

A.  Eight  Months  Report  of  Operation,  January — August,  1919, 
just  issued,  showing  proportionate  amount  of  all  yearly  charges  and  the 
5%  dividend  earned  with  a continued  5 cent  fare;  operating  ratio 
(excluding  taxes)  61.79%. 

B.  Eight  Year  Report  for  period  ending  December  31,  1918, 
showing  as  it  does,  the  result  of  co-operative  effort.  Public  patronage 
increased  from  288  to  over  400  rides  per  capita  since  1910.  Fares 
decreased  from  average  of  4.13  cents  to  3.98  cents  per  passenger.  Car 
equipment  modernized  and  service  much  improved.  Wages  increased 
154%  from  average  of  $622  to  $1,589  per  annum.  Collective 
bargaining  and  co-operative  welfare  established  with  protection  of 
$1 ,000  life  insurance  to  every  employe.  Transformation  of  the  inherited 
1910  deficit  of  $318,006  into  a surplus  of  S4, 482, 119  in  1918;  $3,597,578 
in  addition  being  meanwhile  paid  to  P.  R.  T.  stockholders  in  dividends 
at  the  rate  of  5%  per  annum  commencing  in  1916. 

C.  Abstract  from  annual  reports  of  P.  R.  T.  covering  the  period 
from  formation  of  the  company  in  1902  up  to  incoming  of  Stotesbury- 
Mitten  Management  in  1911,  showing  the  trend  of  events  resulting  in 
transformation  of  earned  surplus  in  1903,  S405,888,  to  a deficit  from 
operation  of  $1,222,735  for  the  year  1910,  with  the  accompanying 
exhaustion  of  corporate  assets  and  impending  bankruptcy.  To  this 
will  be  added  extracts  from  the  pamphlet  describing  “Proposed  Loan 


of  1911”  embracing,  as  it  does,  the  several  letters  outlining  the  scope 
of  and  reason  for  Mr.  Stotesbury’s  undertaking  the  task.  It  might 
be  well  to  explain,  that  as  a first  bid  for  public  support,  the  interest 
of  every  newspaper  was  at  the  outset  secured  by  my  personally  urging 
the  righteousness  of  our  undertaking  and  the  need  of  establishing 
public  confidence  by  a frank  and  fair  statement  of  every  change  as 
made  and  the  actuating  reason  therefor.  The  Flu  Campaign,  with  its 
aggressive  publicity,  and  the  successful  fight  for  Skip-Stop  continuance 
will  be  referred  to  as  will  also  the  ‘‘Committee  of  13”  and  their  wonder- 
ful work,  as  showing  the  need  of  broadminded  activities  and  also  of 
untiring  persistence  in  the  interest  of  continuing  economies  essential  to 
the  low  operating  costs  which  made  possible  the  basic  fare  of  5 cents. 

2.  THE  CO-OPERATIVE  PLAN  OF  1911-1918 

A.  Abstract  of  the  printed  booklet  containing  the  Co-operative 
Plan,  issued  in  1918  following  the  endorsement  of  the  War  Labor 
Board,  will  review  at  some  length  the  struggle  of  the  period  1911— 
1918  and  will  describe  the  collective  bargaining  feature. 

The  fact  that  the  election  of  employe’s  representatives  by  secret 
ballot  in  1918  was,  at  the  request  of  the  War  Labor  Board,  conducted 
under  the  personal  direction  of  the  War  Labor  Board’s  representative, 
is  notable,  as  this  completed  the  performance  necessary  to  the  un- 
qualified endorsement  evidenced  by  letter  of  the  War  Labor  Board’s 
Chief  Examiner,  Mr.  E.  B.  Woods,  under  date  of  December  10,  1918, 
stating  that  the  plan  for  collective  bargaining  established  among  the 
workers  of  the  Philadelphia  Rapid  Transit  Company  was  not  only 
endorsed  by  Mr.  Taft  and  Mr.  Walsh,  but  that  in  addition,  the  entire 
Board  unanimously  agreed  that  the  general  intent  and  spirit  of  its 
provisions  were  entirely  in  accord  with  the  principles  of  the  Board. 

B.  The  two-day  picnic  of  the  employes,  Sept.  3 and  4,  1919,  at 
Willow  Grove — the  50,000  attendance,  the  99R>%  membership,  the 
expressions  of  the  men  as  contained  in  the  talks  of  the  Employes’  repre- 
sentatives, the  speeches  of  Chairman  Elmquist  and  Chairman  Ainey,  and 
my  own  talk  at  the  picnic  dinner  will  be  reproduced  for  the  information 
of  the  Commission.  In  these  troublous  times,  it  will  be  difficult  for  the 
members  of  the  Commission  to  understand  how  this  oasis  in  the  desert 
can  possibly  exist  and  I am  only  sorry  that  the  whole  Commission  could 
not  have  been  at  the  picnic  to  absorb  the  atmosphere  of  confidence 
and  contentment  which  provoked  the  notable  expression  contained  in 
Chairman  Elmquist’s  speech,  giving  to  co-operation  an  added  meaning, 
in  that  to  us  it  now  also  spells  Patriotism. 
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C.  The  Co-operative  Booklet  containing  the  plan  of  August,  1911, 
describing  the  putting  aside  of  22%  of  gross  earnings  into  a wage  fund, 
will  be  in  evidence  as  will  also  all  printed  matter  significant  of  the 
various  moves  undertaken  from  time  to  time  to  inspire  confidence  in 
the  good  intent  of  the  Management,  and  to  show  the  firm  stand 
maintained  in  support  of  the  well-defined  principles  and  established 
policy  as  set  forth  in  the  Plan. 

In  the  Co-operative  Plan  of  1918  it  was  made  necessary  to  depart 
from  the  idea  of  participation  in  proceeds  as  contained  in  the  Co-oper- 
ative Plan  of  1911,  as  a war-time  expedient  to  bridge  over  a very  diffi- 
cult period.  High  wages  will  be  continued,  and  in  addition,  the  return 
to  a plan  of  participation  by  our  employes  in  the  results  of  their  extra- 
ordinarily effective  service  is  now  being  given  careful  consideration. 

The  Co-operative  Plan,  as  presented  to  the  Unions  in  1911,  and 
their  signed  agreement  to  abide  by  the  vote  and  thereafter  co-operate 
under  the  plan  will  be  of  interest.  The  troublous  days  of  misunderstand- 
ing and  misrepresentation  will  be  reviewed  from  the  Co-operative 
Bulletins  1 to  27,  which  carried  the  Men  and  Management  through 
to  the  clearer  understanding  and  complete  confidence  of  the  present 
day. 

D.  As  showing  progress  along  the  way,  there  will  be  introduced 
an  account  of  the  hearings  of  the  earlier  Federal  Industrial  Relations 
Commission  with  which  Mr.  Walsh  was  so  prominently  identified  and 
before  which  I gave  evidence  at  the  Philadelphia  hearings  in  1914. 

E.  Dashboard  and  bulkhead  advertising  and  its  effect  in  spurring 
on  the  activities  of  the  men  have  been  most  useful  in  securing  co- 
operation as  between  Men,  Management  and  Car-rider.  The  letters 
issued  in  folder  form  to  all  employes  under  dates  of  May  28  and 
August  13,  1919,  urging  salesmanship  and  increased  patronage  to 
overcome  increased  cost,  which  received  such  wide  publicity  through 
the  press,  represent  a high  note  in  this  endeavor.  The  bulkhead, 
showing  that  high  fares  make  riders  walk — low  fares  make  walk- 
ers ride — more  fares  make  low  fares  represents  top-notch  in 
keeping  the  attention  of  the  car-rider  on  what  we  are  trying  to  do  and 
creating  a desire  on  his  part  to  co-operate  in  making  it  an  accom- 
plished fact. 

3.  PHILADELPHIA’S  EXPERIENCE 

The  view  of  the  Philadelphia  situation  will  be  considerably 
clarified  when  it  is  understood  that  Mr.  Stotesbury’s  interest  in  the 
situation  is  not  one  of  ownership,  in  that  neither  he  nor  I have  any 
financial  interest  in  the  securities  of  the  street  railway  company. 
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Mr.  Stotesbury  is  interested  in  accomplishing  something  worth 
while  for  the  City  of  his  birth,  while  my  own  ambition  in  this  regard 
is  to  demonstrate  that  there  is  a real  and  rational  way  by  which  the 
vexed  problem  may  be  solved.  My  long  experience  covering  nearly 
25  years  of  continuous  active  service  has  been  devoted  to  this  task, 
viz. : 


1895-1900  Milwaukee  — From  Superintendent  to  General  Manager. 

1900-1905  Buffalo  - — From  Superintendent  to  General  Manager. 

1905-1911  Chicago  — From  Vice-President  to  President. 

1911-1919  Philadelphia — Chairman,  Executive  Committee. 

Results  here  secured  are  thrown  into  bold  relief  by  comparison 
with  conditions  existing  elsewhere.  P.  R.  T.,  with  almost  5%  less  em- 
ployes than  in  1910.  is  now  producing  over  98%  more  effective  traffic 
units  per  employe;  this  as  against  results  secured  on  the  Pennsylvania 
Railroad,  contained  in  a speech  by  Vice-President  W.  W.  Atterbury  as 
reported  in  the  public  press,  wherein  the  number  of  employes  is  said 
to  have  been  increased  14%,  the  output  (or  effective  traffic  units) 
being  11%  less  than  in  pre-war  days.  The  case  of  the  Pennsylvania 
Railroad,  showing  decreased  production,  is  but  one  of  the  many  in- 
stances wherein  the  effort  to  increase  production  has  given  way  to  the 
great  struggle  upon  the  part  of  labor  to  secure  a larger  wage  for  a 
smaller  amount  of  work. 

Aside  from  the  urgent  necessity  of  helping  to  make  up  for  the 
shortage  of  necessaries  occasioned  by  the  war  in  Europe,  it  stands  to 
reason  that  capital  and  labor  cannot  divide  that  which  does  not  exist 
and  that  more  of  everything  essential  must  now  be  produced  in  order 
that  there  may  be  more  with  which  to  supply  our  needs.  If  the  forces 
of  labor  and  management  will  combine  so  effectively  as  to  produce 
almost  100%  more  per  man,  as  we  are  doing  here  through  co-operative 
effort,  much,  if  not  all,  that  is  required  to  overcome  the  higher  cost 
of  living  will  have  been  accomplished. 

The  keystone  of  all  success  as  between  Men  and  Management  is 
confidence.  Distrust  breeds  discontent.  Confidence  begets  confidence 
and  co-operative  effort  then  becomes  possible.  The  confidence  of  the 
Men  in  the  Management,  and  likewise  the  confidence  of  the  Management 
in  the  Men  is  what  makes  Philadelphia  stand  out  in  accomplishment. 

Philadelphia  is  almost  alone  in  its  position  of  antagonism  to  “cash 
box  fare  collection”  or  any  system  which  tends  to  show  a lack  of  con- 
fidence in  the  conductor.  It  can  hardly  be  expected  that  a self-respect- 


ing  employe  will  take  seriously  the  statement  that  he  is  our  partner 
if  we  require  the  action  of  the  passenger  to  assure  us  that  the  fare 
collections  are  being  properly  made. 

So  much  for  Confidence  and  its  god-child — Co-operation. 

Frank  statement,  fair  dealing,  and  honest  purpose  with  patience 
and  perseverance  may  be  counted  on  in  the  long  run  to  win  the  support 
of  a community. 

The  Public  have  for  so  long  been  befooled  and  bedeviled  that  they 
are  now  in  a mood  to  question  the  demands  not  only  of  capital,  but  also 
of  labor.  This  feeling  is  growing  in  its  intensity  as  the  citizen  of 
inquiring  mind  discovers  that  while  all  about  is  heard  the  demand  for 
a living  wage,  yet  all  evidence  of  merchants  is  to  the  effect  that  the 
wage-earner  is  now  demanding  the  most  expensive  class  of  goods  and 
buying  with  great  prodigality.  The  owners  of  automobiles  among  the 
wage-earners  have  become  legion,  and  it  would  seem  that  the  difficulty 
now  is  as  much  with  the  higher  price  of  gasoline  as  with  the  increased 
cost  of  our  daily  bread. 

My  own  statement  before  the  Pennsylvania  Public  Service  Com- 
mission in  the  3c  Exchange  Case  may  be  taken  as  an  example  of 
frank  statement  showing  the  willingness  of  this  Management  to 
jeopardize  its  own  case  rather  than  refrain  from  putting  forth  all  of 
the  facts  necessary  to  the  knowledge  of  the  Public  Service  Com- 
mission. This  statement  will  also  be  useful  in  setting  forth  our 
position  as  against  city  paving  and  other  burdens  of  like  character 
being  placed  on  the  back  of  the  car-rider  and  reiterates  our  convic- 
tion that  such  charges  should  be  covered  by  general  taxation  and 
that  the  car-rider  should  be  given  the  fullest  value  for  his  5 c piece 
that  co-operation  between  the  Public,  the  Men  and  the  Management 
can  be  made  to  produce. 

4.  THE  EXPERIENCE  OF  OTHER  CITIES 

The  so-called  Service-at-Cost  plans  are  already  proving  a dis- 
appointment, for  the  reason  that  neither  Men  nor  Management  are 
paid  according  to  the  excellence  of  their  work. 

Boston  is  one  example  where  expenses  have  mounted  skyward  and 
no  fare,  possible  of  collection,  has  been  found  sufficient  to  meet  the  added 
cost  of  production. 

Cleveland  has  already  nullified  Tom  Johnson’s  accomplishment 
of  sweating  profits  from  the  owners  and  thus  reducing  rentals,  by  showing 
an  inability  to  now  produce  its  very  short  ride  at  5c  without  charging 
an  extra  lc  for  transfer.  The  City  of  Cleveland  paves  its  own  streets 
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and  in  addition  pays  its  street  railways  in  money  for  services  some- 
times required  to  be  supplied  gratis  by  the  street  railways  in  other 
cities.  The  Public  of  Cleveland  stands  for  much  latitude  in  operating 
methods,  in  order  to  keep  the  fare  down,  while  the  contest  between  the 
Men  and  the  Management  as  to  which  should  get  added  compensation 
first,  goes  merrily  on — surely  the  answer  lieth  not  in  this 

DIRECTION. 

5.  THE  FUTURE  IN  THE  LIGHT  OF  PHILADELPHIA’S  EXPERIENCE 

Receiverships  will  in  the  near  future  make  necessary  many  ad- 
justments as  between  companies  and  communities.  Readjustments 
should  be  approached  in  a spirit  of  fairness  by  both  parties;  and  no 
advantage  should  be  sought  by  communities  because  of  the  present 
condition  of  the  companies  insofar  as  it  has  been  occasioned  by  the 
European  war  and  the  excessive  costs  resulting  therefrom. 

Valuation  of  properties,  when  resorted  to  as  a basis  of  fare  ad- 
justment, should  be  made  upon  the  then-cost  of  reproduction,  together 
with  the  added  cost  of  producing  a condition  of  readiness  to  serve. 
I have  no  patience  with  the  contention  that  any  community  may  now 
properly  expect  a valuation  to  be  based  on  pre-war  prices  or  the  costs 
of  earlier  years.  The  only  justification  for  such  a claim  would  lie  in 
the  supposition  that,  instead  of  enjoying  increased  values  in  common 
with  others,  the  companies  were  to  be  in  some  way  assured  of  a continued 
reasonable  return  upon  the  invested  capital.  Communities  did  not  give 
street  railway  companies  any  such  assurance.  The  companies  took  the 
same  risks  of  profit  and  loss  as  did  the  investor  in  other  kinds  of  property, 
consequently  in  such  a time  of  readjustment,  it  seems  only  just  that  the 
communities  should  be  willing  to  establish  a fare  sufficient  to  pay  a 
proper  return  on  that  sum  representing  the  amount  which  it  would 
cost  the  City  itself  to  reproduce  the  property  used  and  usable  in  trans- 
porting the  people. 

Philadelphia’s  plan  is  not  offered  as  a cure-all  for  other  cities. 
Every  situation  has  its  own  peculiar  difficulties  to  overcome,  but  in  the 
light  of  this  experience,  it  is  our  plain  duty  to  decry  the  thought  that 
there  is  any  cure  for  the  present  trouble  excepting  that  which  lies  in 

HONEST  DEALING EFFICIENT  MANAGEMENT EFFECTIVE  WORKERS. 

T.  E.  MITTEN,  President, 

Philadelphia  Rapid  Transit  Co. 


